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ABSTRACT
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processes of an administrative team. The emphasis here is on
participation in decision-making. (Author/DS)
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in order to spe:'.h of m-mbership on the Llanariemet tc:m one must first

define what is to be managed. r,:;ny times we in educatity-1 fail to study the

typa of ord(-2r7:Lion we cpect our management teas to manage. Too often we

loo at the operation as being central affice administrat9rs overseeing

building ,-dmiistrators. Implyin, central office administrative teams

are to develope policy and watch-dog the building administrative teams as

they arc trying to live within these policie-:;. This is a concept of con-

trolling the b.Alding administrators without allowing them to manage.

It would be advantacous For those involved in school mE-,naL7cment to

study busines.s and i-s managements forms. Generally, boardf, central office

menagemcnt, and plants or branch management, wor!: together to develop:

colicies 1,:1 ich are intend..:d to govern the oprtion of the firm. The main

ncint here is that all levels of the mnageent team must participate in

the development of the management policies and concepts. This insures

Chnt oil involved will own a piece of the action. lt also allows for

front line ,:dministrators, those that are held to be accountable, to

11.-)ve the opi:ortunity for input into over all management devulopment. Our

schr:ol syY: ms should k1.7n:qc:d with Clic conc,I.pt in mind, as the:r structure

is filat of a board, centnl office aministrative teem, and a build-

teri

rf.-,mership on the ::'anagl.nt tenm should include all centri.11 of'fice

,;:c.sennel have menage dutie:.: that directly or indirectly affect

the oper-:!tions of the individual buildingL .7nd the principal and as'3istent

principnls of each builings. The role cf th staff mdst bc

related t) L;u:2porting the building administrators and their staffs in edt.:cnt-

inq young tiople. With this in mind, die m:.:nagemf:Int team should have a

functional design that .allows building adninistr5tion te7.,:is to worh with
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4,
the central office .administrative teams in the development of polices, rules,

ard regulations that allow for students to be educated.

Within this framework it is important that each management team members

role be clearly defined as to who has the approval power, who must be consulted,

who must be informed, and who hes the rcL;ponsibility for carrying the task out.

Tha interface between ail levels and areas of management must be clearly de-

fine,L It is not only imaortant that the interface between building

ment and control office management be defined but the interice between the

members of tho central office team must be defined ns well as the interface

between the members of the building management team. When each member of

the tcyal district management team understands their role and the role of the

other team members then, cnd only then, will the r:ana!-7c.a.ient team concept

work.

The school boards position in th is type of management team conecp must

be one of gIvin,j the management team the responsibility for devaloping school

district policy,rules, and regulations for presentrition to the school beard

for questioning and approval. This decs not preclude the school board from

initiating the developmentof policy. It only rec,uires that people who

were hired to monage the school district must do the research and writing

necessary for good policy to be developed. A school baard should be in

position to dc7,:nd th t thc noricmc=r-it ter:71 Own (!escrftnd cprry co;I:

the ;_'.pprovecl di!-Arict policies wit i7.,s little contlict as possihle.

In looking at the policy develcpnt from a principals perspective,

the number one concern i cocr atic prticipation in the development sa

ownersh:p can be obtained. If the principal is to be held accountable ',.ar

carryirg out thrse policias or if such policies arc going to affect the

oper:tion of the educatica,1 climate in the princira-is bu ii it is

important that the principal have inpu into the policies either thrcwh



conbultation or cp:.rovad .

lo my estimation the following administrative team model allows for good

policy development to tal:e place. One must realize that in this model the

ultimate anproval of all school district policy, rules, and regulations

remain with the school board.

This model was developed by the central office administrators and the

building administrators of the Central Valley School Disrict with a great

deal of encouracement from the CentrIl Valley School Board.

Thn project was begun in the fall of 1975 and wit into operation

in the fall of 1977. Here then is the "Central Valley Administrative

Team Model":

"ADMIMISTPATIV TEAM"

I. Administrative team membe:.s arc:

A. Superintendent (Chairperson)

E. Assistant Superintendcit (Assistant Chairperson)

C. Assisiz.nt Superintendent - instruction

D. Supervisor of Secondary Education

E. Supervisor of Elementary Educat;on

F. Supervisor ol Pupii Services

G. Supervisor of Personnel

H. Busine!:,s Manager

I. Frincipals

J. Assistant Principals

All team mobc2rs e;:cept the ch,lirperson are voting meribers.

All other administrators and supervisors (certificated and classi-

fied) of the district shall be considered as resource personnel for



the organization of said team.

2. Role of the Administrative Team:

In the development of district policy and/or the determination of

how to. implement district policy, the Administrative Team must be

informed and/or consulted. In resolving or dealing with critical

issues, with district-wide implication, othcr than the above, the

Administrative Team must be informed (I) or con:;ulted (C).

The Administrative TC6M will operate within the RACI rodel with thc

following arranc,,ement:

A. Pursuant to identification of an area or topic of concern, an

R may be assigned by the person,with approval authority or if

not assined, then the R my be placed, bescd upon Administrative

Team co--)r-..nws.

B. The perl,on wii:h the R dcsigts the IC's.

C. When the Administrative Team reaches consensus on the role

of the rACI's, the person with the R will develop the Action

Plan,

D. The action is c;:.rried out.

E. The person with the approval power acts on the recor=endetion.

F. ImplementE:tion is carried out.

The RACI rc,del is defined as follows:

Rcspnnsibiiity - if I have thc. HR'', it is my ritTonsibility to

thc jo:.) rot,: r'cor.,



Approval or Disapproval (veto power) - There is not usually an

opportunity.for an appeal. "A" represents a hurdle or roadblock

before the task can be completed.

Consult - Before you come up with a final action plan or decision,

get my advice, my opinion, Befcre your final action is taken, or

your decision is made, inform me. It is possible to consult and

inform during the same session.

Inform - You must tell me what you arc going to do, either before

you act or as soon as possible after you have acted.

3. Operation:

A. Each second and fourth Thursday between 1:00 p.m. and 3:00 p.m.

will be reserved for Administrative Team meeting dates. The

acenda shill be structured by the Superintendent and shall be

distributed at least one day before the meeting.

B. The Superintendent or Assistant Superintendent shall chair all

Administrative Team meetings.

C. The Team c9endo nil:111 be distributed to of the di-Arict super-

visors end administrators (certified and classified). The min-

utes of eech group's meetings will be distributed in the same

manner.

D. As topics for consideration are developed, individual involve-

ment may occur thrcurjh one of three avenues, each of which would

operate throu(jh the RAC! odcl

(1) Task Force - formed by any member of the Team - proposal

presented to the total Teem.
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(2) Representative Group - formed by the Chairperson or Team

(3) Team hectings - participation in discussion, reporting, etc.

E. Feedback to the Administrative Team from the Board of Directors

is to be the responsibility of the Superir.tendent (Chairperson).

Process:

A. Informing or consulting the Adminfttrative Team

(1) When a representative team or task force informs or consults

the Administrative Teem, the person responsible shall indicate

in the agenda whether the team is being informed or consulted.

(2) Inform: The person responsible shnll present the materials.

Team members may ask clarifying questions. Written sum'estions

may be given to the person responsible tifter the presentation.

The person responsible may, or may not, accept these suggestions

(3) Consult: The person responsible sM1 hove a process pro-

pared for reaching consensus on teem feelinr,s and suggestions.

There are many processes available that the person responsible

can use. Some e:-.amples are:

1. I - 3 - 6 grouping

2. Brainstorming

3. Force field analysis

As the Administrative Team contintK,s, skill with a greater

number of processes will be acquired.

B. Ruvisin9 this Administrative Team Document



(1) Any Administrative Team member who feels this document

is in need of revision through alteration, addition, or

deletion may form a task force to seek the proposed

revision.

(2) The Administrative Team sh1 be consulted.

(3) The task force must accept Administrative Team consensus.

If the Administrative Team consensus requires changes in

the proposal, the task force must include these changes

before seeking the Superintendent's approval of the

revision.

At this time the Central Valley administrative team has developed

management statements concerned with the operation or the Cnetral Valley

School District. Each stav....ment or general area was studied with appro-

priate RACI designations given. The out come has been a better understand-

ing by team members as to who is responsible for what in relation to policy

making and the carrying out of such policy within the district.

This model speaks to the concept that once a policy has been recounended

to and approved by the school board it is the principals responsibility

to carry out the policy under administrative rules and regulations making

sure that the concept of approval, consultation and informing is followed.

It is the principals responsibility dlong with the building management

team to make decisions that will bring about a good management climate

for educating students within their building.
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